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ABSTRACT Recent work on sport events has argued that host governments should do
more to leverage events in order to obtain and spread the benefits. This study uses
ethnographic methods to compare two cities’ implementation of a programme designed
to leverage the presence of visiting teams training for the 2006 Commonwealth Games.
Whereas one city formulated and implemented a detailed strategic plan to obtain
benefits from its relationship with its adopted visiting team (Papua New Guinea), the
other made no effort to benefit from adopting a visiting team (Wales). The city that
leveraged its visiting team obtained new relationships, cultural insights, and improved
organisational networks, whereas the city that did not leverage obtained no compar-
able benefits. The difference was due to the disparity in strategic vision by the two city
governments and the vague mandate of the state programme which had caused each
city to adopt its chosen team. Future work should explore factors that foster and that
inhibit effective leverage before and during sport events.
By the mid-1980s, the use of sport events as tools for economic development
and city marketing had become so common that one group of analysts
proclaimed that sport events ‘‘are starting to dominate natural or physical
features in the identification of cities’’ (Burns, Hatch, & Mules, 1986, p. 5).
By the late 1990s, event tourism had become fastest growing segment of the
leisure travel market (Shifflet & Bhatia, 1999). As a result, sport events have
continued to proliferate, becoming significant tools for urban and regional
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development throughout much of the world, including Europe (van den
Berg, Braun, & Otgaar, 2000), Canada (Whitson, 2004), Australia (Harris
& Huyskins, 2001), and the US (Burbank, Andranovich, & Heying, 2001).
The rationale for sport event growth has been multifaceted. It has been
argued that events can stimulate tourism (Bohlin, 2000; Gibson, Willming,
& Holdnak, 2003), reduce seasonal fluctuations in tourism (Higham, 2006;
Ritchie & Beliveau, 1974), improve the host destination’s brand (Chalip &
Costa, 2006; Ritchie & Smith, 1991), foster development (Chalkey & Essex,
1999; Spilling, 1996), and provide jobs (Ritchie, 1984; Roche, 1994). Each
of these is an economic rationale for public support of events, and each
justifies their consequent proliferation.
Although sport events may indeed provide some economic gain to the host
economy (Gratton, Shibli, & Coleman, 2005; Mules & Faulkner, 1996),
critics have persistently challenged the optimistic claims of event advocates.
For example, the employment and development outcomes from sport events
have typically been less than expected, or have been compromised by
unanticipated negative externalities (Cashman, 2006; Horne, 2004; Lenskyj,
2002). Similarly, although sport events can provide some media exposure for
the host destination, the quality and impact of that exposure may be
negligible, or even damaging, to the host destination’s brand (Chalip, 2005).
Further, some analysts have questioned the accuracy (e.g., Crompton, 1995;
Horne & Manzentriter, 2004; Lee & Taylor, 2005) or the adequacy (e.g.,
Black & Pape, 1995; Dwyer, Forsyth, & Spurr, 2006; Ke`senne, 2005) of
event economic impact studies. Others have noted that aggregate economic
estimates mask the fact that some sectors of the economy are harmed by
events, even if other sectors benefit (Olds, 1998; Putsis, 1998).
The poor distribution of event benefits is particularly problematic when
tax dollars are used to support a sport event. Since tax revenues typically
include payments by residents and businesses in regions that are not hosting
the event, taxpayer support constitutes an income transfer from these
residents and regions to enterprises within the event’s critical trading radius
(Mules, 1998). Consequently, there has been increasing interest in the means
to spread the benefits of events more widely, particularly into regional areas.
Jones (2005) argues that the economic value of events depends on the trade
and partnerships that an event engenders, which can extend beyond the
event locale. Daniels (2007) contends that large locations are in the best
position to obtain event benefits, and advocates more extensive cooperative
branding and formation of regional alliances in order to capture event
benefits for relatively smaller regions.
While remaining cognisant of the need to spread benefits more widely, some
analysts have come to question the dominant focus on strictly economic
criteria. Preuss and Solberg (2006) observe that in addition to economic
outcomes, there are numerous social, psychological, and political benefits
from hosting sport events, which may contribute to the high level of popular
support that sport events obtain. Waitt (2003) found that Australians’
attitudes toward the Sydney Olympics were increasingly positive as the event
approached, becoming euphoric as Olympic celebrations got underway. Event
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organisers (Gursoy, Kim, & Uysal, 2004) and local residents (Gursoy &
Kendall, 2006; Kim & Petrick, 2005) typically cite social and community
benefits among the outcomes they seek from events. Indeed, when residents’
evaluation of the World Skiing Championships in Trondheim was modelled,
the desire for social benefits was found to be more important than the desire for
economic benefits (Andersson, Rustad, & Solberg, 2004).
The importance of social benefits from sport events has become apparent
only recently; there is not yet a clear specification of what those might be or
how they might be obtained. Measurements that have rendered this insight
have included ‘‘exciting city life’’, ‘‘more proud of the city’’ (Andersson,
Rustad, & Solberg, 2004, p. 154), ‘‘help foster relationship among residents
and visitors’’ (Gursoy, Kim, & Uysal, 2004, p. 175), and ‘‘increased interest
in foreign cultures’’ (Kim & Petrick, 2005, p. 31). These suggest that event
organisers and public sponsors should seek to capitalise on international
visitors and competitors to foster relationships and cultural learning while
building a sense of excitement and community pride.
It is not clear how this might be done. An emerging body of work argues
that event outcomes*whether economic or social*depend on the strategies
and tactics that are implemented to obtain those outcomes (Bramwell, 1997;
Chalip, 2004, 2006; Ritchie, 2000). This represents a subtle but significant
shift away from a focus on event impact to a focus on event leverage. One of
the challenges of event leverage is to identify leverageable event assets, and
then to formulate the necessary means to capitalise on those assets. O’Brien
and Gardiner (2006) demonstrate that visiting teams can be one such asset,
and it has been show that visiting athletes can also be an asset (www.bos
tonmarathon.org/BostonMarathon/Sponsors.asp). Further, Sparvero and
Chalip (2007) have shown that professional teams can also be a leverageable
asset. Collectively, these studies show that strategies designed to foster
relationships with teams, athletes, and their supporters can render lasting
social and economic benefits. It is clear that cities differ in the strategic
insight they bring to leverage visiting teams and athletes. In each case,
scholars recommend further work that explores efforts to leverage visiting
teams, and suggest the need to identify factors that facilitate or inhibit
effective leverage.
From the standpoint of fostering relationships and cultural learning while
building a sense of excitement and community pride, visiting teams seem an
ideal resource. Their presence in order to compete in a sport event represents
an opportunity to build relationships with people from other cultures and
adds an air of excitement. Further, the fact that visiting teams often train in
regional locations some distance from the main competition venue renders
the potential to spread event benefits.
This study examines a programme developed by a state government in
Australia to leverage the presence of visiting teams for the Commonwealth
Games. Following a description of the programme and our research setting,
we provide a description of the methods we used to compare implementation
in two communities. We then identify and describe five factors that account
for differences in the degree and quality of leverage in the two communities,
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and conclude with a discussion of implications for sport management theory
and practice.
Research Setting and Programme
The Commonwealth Games are staged every four years in British Com-
monwealth destinations. In 2006, the Games were sponsored by the
government of Victoria (the state at the south-eastern corner of the
Australian continent). The majority of Commonwealth Games events were
held in Melbourne, the capital city of Victoria. However, in line with the
state government’s explicit commitment that the 2006 Commonwealth
Games were should benefit all Victorians, some events were held in regional
cities throughout the state.
In 2002, the Victorian government established the Office of Common-
wealth Games Coordination (OCGC) to manage all bodies related to the
2006 Commonwealth Games. At the same time, the Melbourne 2006
Commonwealth Games Corporation (M2006) was established as the
organisation to deliver the Games. The OCGC and M2006 were the two
key government bodies overseeing the Games. While M2006 focused on
event logistics, OCGC’s role focused on policy development and its
implementation (Office of Commonwealth Games Coordination, 2006).
OCGC’s policy agenda was a direct reflection of the state government’s
explicit commitment that all Victorians, not only Melbournians, would have
opportunities to enjoy and benefit from the Games.
Equal First was an over-arching policy developed by the OCGC. The
vision underpinning Equal First was to ensure that the Games would be
‘‘remembered as a celebration of diversity within Victorian communities and
across the Commonwealth. People of all cultures, ages and abilities will feel
welcome to attend Games events and participate in related activities’’ (Office
of Commonwealth Games Coordination, 2004a, p. 2). Equal First was also
developed to render legacies from the 2006 Commonwealth Games. The
policy document states that the Games ‘‘will leave a legacy of new
benchmarks for the inclusion of all groups in our society*not just at major
events, but in everyday life’’ (Office of Commonwealth Games Coordina-
tion, 2004a, p. 2). Equal First included five key themes: (1) communicating
for diversity; (2) accessible events; (3) inclusive employment, training and
volunteering opportunities; (4) connecting and celebrating our cultures; and
(5) active and inclusive communities.
In order to operationalise Equal First and achieve its aims of inclusion and
participation in the Games, the OCGC developed a practical guide to assist
local councils ‘‘to be the coordinators for Games-related activities in their
municipality’’ (Office of Commonwealth Games Coordination, 2004b, p. 6).
This practical guide, Getting Involved, had three aims: (1) The document
was to provide information (in the form of examples) to councils on the
range of Games-related involvement opportunities available to them; (2) It
provided an outline of the OCGC grants programme designed to fund
community-driven Games-related events that local councils and their
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communities elected to develop; (3) The practical guidelines were designed
to provide general information about the Games and the Commonwealth of
Nations. Within the workplace of the OCGC, Getting Involved also
provided a framework for operations. Staff members were responsible for
each of the three aims of the guidelines. They were also responsible for
coordinating with local council representatives responsible for Games-
related activities across Victoria. Through funding and advisory services,
Getting Involved served as a link between policy and community pro-
gramme implementation to enhance consistency across the State.
Adopt-a-Second-Team was a derivative of Equal First, and was promoted
through Getting Involved. Municipalities in Victoria (of which there are 79),
were encouraged to ‘‘adopt a second team’’ *that is, a team from one of the
71 Commonwealth nations participating in the Games. At the outset of the
programme, very few municipalities seized the opportunity to adopt a
second team. As a result, the OCGC assigned each Victorian municipality
with a second team. The OCGC envisioned that as this was state policy, all
municipalities would then use the opportunity to create cultural exchange
with and through (that is, to leverage) their adopted team. Senior manage-
ment of the OCGC were mindful that the OCGC would be dissolved a few
months following the Games. Hence, the OCGC planned to facilitate the
implementation of policies through Getting Involved funding and advisory
services, but it never intended to implement the policies per se. Each
municipality was afforded the freedom to plan activities around its adopted
team as it deemed appropriate.
This research focuses on two cities that each implemented the Adopt-a-
Second-Team programme: Port Phillip (a suburb five kilometres southeast of
Melbourne) and Geelong (a regional city 75 kilometres southwest of
Melbourne). Port Phillip adopted the Papua New Guinea team; Geelong
adopted the Welsh team. Papua New Guinea is further removed socially and
economically from Port Phillip than Wales is from the City of Greater
Geelong. At the time of this study, Port Phillip had a population of
approximately 81,000 (City of Port Phillip, 2005a) Papua New Guinea has a
population of six million, with only 18% of the population living in
metropolitan areas, and over 850 indigenous languages and different
traditional societies (www.state.gov/r/pa/ei/bgn/2797.htm). At the time of
this study, Geelong had a population of 234,000 (City of Greater Geelong,
2006a), with the economy being reliant on manufacturing. Wales has a
population of almost three million, with 96% of the population being white
British and a well developed manufacturing base in coal and steel.
Both Geelong and Port Phillip were experienced at hosting events. For
example, in the period of January-June, 2006, Port Phillip hosted 73 (non-
Commonwealth Games related) events that were directly managed or
sponsored by the city council (City of Port Phillip, 2005b). Over the same
period, Geelong hosted 52 (non-Commonwealth Games related) events that
were directly managed or sponsored by the city council (City of Greater
Geelong, 2006b).
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Port Phillip and Geelong were each hosts to Commonwealth Games sport
events. Port Phillip hosted the triathlon event, and other road events (cycling
and the marathon) traversed Port Phillip throughout the Commonwealth
Games. Geelong hosted basketball during the first week of the Common-
wealth Games. Both cities were host to LiveSites during the Commonwealth
Games. LiveSites provided a large digital screen for community members to
view official Commonwealth Games telecasts outdoors and a stage for local
non-sport or cultural festival programming during the Commonwealth
Games. Both Port Phillip and Geelong constructed their respective LiveSites
on foreshore locations in their municipalities, and provided community
members with cultural programming on each of the days during the
Commonwealth Games. This programming included events related to the
programme under study in the current research.
Method
Data Collection
Multiple qualitative methods were employed in order to analyse the
development, implementation, and outcomes of Equal First through Getting
Involved and the Adopt-a-Second-Team programme. Intended and unin-
tended outcomes of the policy and programme were explored by identifying
the social policy goals associated with the Games, exploring the implemen-
tation of those in each region of study, and comparing them with the
perceptions and behaviours of stakeholders. While it is acknowledged that
the event legacy literature recommends longitudinal analysis, or research
some time after the event has been staged, to explore the event legacies, the
focus of this study is event leverage. As such, it is imperative that research be
undertaken around the time of the event to understand what strategies were
employed to potentially create event legacies. Consequently, in addition to
representing a complete study, the current research has the potential to form
the basis for further studies on event legacies relating to M2006. Three
complementary qualitative methods were used: participant observation,
stakeholder interviews, and content analysis.
Participant observation. The researchers attended a cross-section of
Commonwealth Games-related events held in each of the selected regions
before, during, and after the Games. These included the Queen’s Baton
Relay, Games-related sport events, and portions of the parallel Cultural
Festival at LiveSites. Researcher participation was unobtrusive and followed
standard protocols for event research, including mingling with crowds and
observing celebrations, as well as formal and informal interviews with event
attendees and community members (Sands, 2002).
The co-authors examined the aims of the Equal First policy documenta-
tion, the operationalisation strategies of Getting Involved and the stated
desired outcomes of the Adopt-a-Second-Team programme in order to
develop the standard participant observation programme. Observation
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protocols were designed to guide researchers to monitor how, or if, the
stated policy, implementation, and operationalisation outcomes were
realised in each of the communities under study. This allowed the
researchers to develop first-hand contextual knowledge about the commu-
nities and their activities. All data collection during participant observation
was recorded in field notes; no audio- or video-taping was undertaken.
Stakeholder interviews. The research team identified key individuals in the
OCGC and in the two municipalities who were integral to the development
and implementation of Equal First, Getting Involved and Adopt-a-Second-
Team. Representatives from each of the stakeholders were interviewed
regarding the policy and the programme, and their respective plans for the
operationalisation, implementation, and intended outcomes of the Adopt-a-
Second-Team programme. Interviewees were accessed from each of the
participating organisations through the use of snowballing. Initial contact
was made with representatives known to the researchers in each of the
relevant organisations. Inquiries were then made as to who the most
appropriate person in each of the organisations would be to participate in
the study. This snowballing method resulted in the researchers accessing
senior members of staff who were responsible for policy development and
implementation in each of the organisations. Interviews lasted between one
and one and half hours. When the researchers felt that further information
was required, follow-up communication was undertaken via the telephone.
Follow-up communication was brief and lasted between 10 and 15 minutes.
Semi-structured interviews were conducted face-to-face with four represen-
tatives from the OCGC, and representatives from each participating region.
A total of eight interviews were conducted. Full notes were taken during
interviews by a research assistant. To enable a free flow of conversation, the
interviews were not audio-taped.
Content analysis of policy documents, marketing collateral, and local
newspaper media. Policy documents (including policy statements, guide-
lines, and planning materials) and marketing collateral (including public
relations materals such as informational and advertising brochures, posters,
and flyers) were collected from the OCGC. Policy objectives and criteria
were identified from policy documents and compared to the way those were
represented (or not represented) in planning and marketing materials.
Stories and editorials about the Commonwealth Games and community
activities related to the Commonwealth Games were collected from local
newspapers in Port Phillip (The Port Phillip Leader) and Geelong (The
Geelong Advertiser) throughout March, 2006 (the month during which the
Commonwealth Games were held). Advertising about the Commonwealth
Games and community activities related to the Commonwealth Games was
collected from newspapers. Policies and outcomes as represented in the
media were compared to those identified through stakeholder interviews,
participant observation, and analysis of policy documents.
Social Leverage of Visiting Teams 107
D
ow
nl
oa
de
d 
by
 [D
ea
kin
 U
niv
ers
ity
] a
t 1
7:3
4 2
5 S
ep
tem
be
r 2
01
1 
Data Analysis
The coding process for interview, participant observation, document, and
media data was ongoing throughout the data collection period, as suggested
by Miles and Huberman (1994). Initial coding categories were derived from
the semi-structured interview format, and codes were revised until saturation
eventuated (Lincoln & Guba, 1985; Strauss, 1987). Coding categories were
verified using the check-coding process (Miles & Huberman, 1994) among
the co-authors.
Results
Given vague guidelines for Adopt-a-Second-Team, communities could
formulate and implement their own programme. The result was a difference
in the degree to which long-term legacies from the programme were
envisioned, so specific activities were planned and implemented differently
in different communities. Legacy planning required linkages among com-
munity organisations and government departments, with the result that
there were flow-on effects for those organisations and government. These
matters are elaborated below.
Adopt-a-Second-Team as an idea, rather than a state programme. Victorian
state policy documents and government objectives for Adopt-a-Second-
Team did not mandate specific actions or objectives. The state’s ‘‘Getting
Involved Guide’’ totalled 40 pages, however the section covering Adopt-a-
Second-Team was only two pages long. It described the idea simply by
stating, ‘‘Communities can make a first-hand contribution to [cultural
understanding]  and foster people-to-people links across the Common-
wealth  by adopting a second team’’ (Office of Commonwealth Games
Coordination, 2004b, p. 18). The first page explained how communities
could nominate to become involved and to obtain a team with which to pair,
and suggested five possible activities that communities might consider if they
were to adopt a team: have students study another Commonwealth nation;
support the team in its competitions; write to team athletes; stage a local
welcome or farewell function; and/or have a cultural exhibition. These were
suggested as ideas, and were not mandatory. No other suggestions were
made. The second page presented brief descriptions of Launceston’s hosting
of the 2003 Rugby World Cup match between Romania and Namibia, and
Ryde (Australia) supporting Ryde (Canada) athletes during the 2000 Sydney
Olympics and Paralympics. These were presented as encouragers, and did
not mandate particular activities or programming that communities should
undertake.
The fact that state government funding was not provided to communities
in support of Adopt-a-Second-Team further assured that communities could
envision and create their own local version. Indeed, this was later described
by an OCGC representative as one of the programme’s features:
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We didn’t want to force their [each community’s] hand . . . . Relationships stay because
they have demonstrated to themselves that it can work. [So] we facilitated and empowered
rather than dictated.
Another OCGC representative described the facilitation and empower-
ment this way: ‘‘We had a lot of staff that helped push [Adopt-a-Second-
Team] to councils. It inspired activities, but we did not fund any activities.
They [communities] had to do it themselves’’.
Perhaps as a result of an absence of funding, many community councils
did not seek to adopt a second team. Those that did not were simply
assigned a team by OCGC. How many of Victoria’s 79 councils requested a
team and how many were assigned a team was never made public, and
OCGC officials did not provide those numbers during interview.
The assigned purpose for Adopt-a-Second-Team fell under the Equal First
policy objective: ‘‘Promoting inclusiveness and celebrating diversity through
the 2006 Commonwealth Games’’ (Office of Commonwealth Games
Coordination, 2004a, p. 1). However, in the absence of specific guidelines
or funded activities, communities were free to pursue that objective (and any
other) in whatever fashion they chose. Thus, the community’s relationship
with their adopted team could be designed and implemented in any manner
that the community envisioned. Indeed, it was not even required that the
community acknowledge publicly that they were participating in Adopt-a-
Second-Team. Thus, Port Phillip renamed their programme, ‘‘Partnerships
with PNG,’’ while Geelong described its relationship with the Welsh team as
‘‘Adopt-a-Second-Team’’.
Differences in communities’ vision for Adopt-a-Second-Team. Port Phillip
and Geelong city officials had strikingly different visions for what Adopt-a-
Second-Team could and should do for their respective communities. That
vision depended on the objectives and priorities foremost in community
officials’ thinking. As one Geelong official noted:
One of our objectives was always to showcase the waterfront. . . . We wanted to provide a
vehicle for the community to embrace the Commonwealth Games. We also wanted to be
able to showcase local cultural programming.
For Geelong, adopting the Welsh team could be envisioned as an added
tool for the community ‘‘to embrace the Commonwealth Games’’, but since
the Welsh team would neither showcase the waterfront nor represent local
cultural programming, it was not seen as a potentially more useful resource.
When asked about possible benefits or uses of the Welsh team, a senior
official responsible for Commonwealth Games activities in Geelong said:
‘‘Probably no social benefits per se. . . . [Nevertheless] it was a nice thing as a
marketer to have it [the adopted team] as a flavour to add to the marketing
of events’’.
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On the other hand, Port Phillip officials saw the Commonwealth Games as
an opportunity. The official responsible for planning the city’s Common-
wealth Games strategies described it this way:
The driving force was creating legacy. There was no money for building infrastructure, so
it was about the soft legacies. This was about engaging community*improving existing
relationships, forging new relationships, and understanding community groups better.
For Port Phillip, adopting Papua New Guinea as their second team was
therefore a means to build the desired Games legacy. The same official
commented, ‘‘The PNG [Papua New Guinea] Adopt-a-Second-Team fitted
with the building relationships philosophy’’. A fact highlighted by the
renaming of its programme to ‘‘Partnerships with PNG’’ to signal and
represent that view. As the official observed, ‘‘The programme name makes
the focus different; it makes the relationships the important part’’.
Thus, the contrast between the ways that Adopt-a-Second-Team was
planned and implemented in Geelong and Port Phillip begins from the very
different ways that the two cities envisioned the programme’s potentials. For
Geelong, it was merely a means to represent the city’s commitment to the
Games. It was not, therefore, seen to be an opportunity to be leveraged. On
the other hand, for Port Phillip, it was a tool for building intended legacies. It
was an opportunity to be strategically embraced. This difference rendered
very different programmes and outcomes.
Differences in programmes and outcomes. While Port Phillip sought to
leverage their relationship with the Papua New Guinea team, Geelong was
content simply to display their relationship with the Welsh team. Thus, Port
Phillip planned ‘‘PNG Week’’ and an array of festivals, workshops and
school activities, while Geelong had a reception for the Welsh team,
introduced the team to the community, and declared ‘‘Celtic Day’’.
PNG Week took place in September 2005, and was timed to celebrate
Papua New Guinea’s independence. It included cultural displays, story
readings, a barbecue and bowls game, visits to schools by Papua New
Guinea nationals, traditional face painting, and a culminating ‘‘PNG
Association Ball’’.
In the lead-up to the Games, there were cultural workshops and a full
programme of support, encouragement, and celebration of the 65-member
Papua New Guinea Commonwealth Games team. Schools were encouraged
to provide lessons about Papua New Guinea culture, which were facilitated
by having Papua New Guinea nationals visit schools to provide teaching in
music, song and dance. The Middle Park Bowls Club served as a venue for
many of the workshops and celebratory events, including a bowls tourna-
ment between the Papua New Guinea Commonwealth Games bowls teams
and a ‘‘Best of’’ team from the city of Port Phillip. An annual bowls
tournament between Papua New Guinea and Port Phillip has since been
scheduled, and Port Phillip has invited neighbouring municipalities to
participate.
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Immediately prior to the start of the Games, Port Phillip scheduled a two-
day Indigenous and Pacific Island music festival entitled ‘‘People Place
Gathering’’. The festival included a welcome ceremony for the Papua New
Guinea team.
All this activity was facilitated by hiring a Papua New Guinea national to
build and capitalise on the burgeoning relationship between Port Phillip and
Papua New Guinea. Funding was not initially required for this position
because the individual began work as an intern brought in from a local
university. The internship was helpful to the student as it fitted well with his
field of study (international community development) and it was helpful to
the council because it brought international community development
expertise and a first-hand knowledge of Papua New Guinea culture to the
effort to leverage the city’s role as adopter of the Papua New Guinea team.
The student’s work in this position was deemed sufficiently valuable after
the first two months that the city council sought to retain the work on an
ongoing basis, so it funded a part-time position for Papua New Guinea
liaison. This staff member worked under the supervision of the city official
responsible for planning and coordinating the city’s Commonwealth Games
activities, including the Papua New Guinea relationship.
The wide array of activities and the eventual presence of a Papua New
Guinea liaison did a great deal to build the desired relationships between
Port Phillip and Papua New Guinea. The activities, in particular, also
fostered substantial cultural learning*not merely between Port Phillip
residents and Papua New Guinea nationals, but also among Pacific Island
groups who attended the festival. As one of the Papua New Guinea nationals
who was closely involved with these activities put it:
We all got to better understand other indigenous cultures. The cultural days taught us a lot
about each others’ cultures. . . . There was more communication between Pacific Island
Nations. . . . For the City of Port Phillip and PNG, the legacies that have been created
should continue. It is a great way to keep connected.
The varied activities undertaken by Port Phillip provided the impetus for
enhancement of official relations between the city and the government of
Papua New Guinea. For example, Pacific Island elders living in Port Phillip
met with the Papua New Guinea High Commissioner, who also had dinner
with the city’s mayor. One city official observed, ‘‘This helped raise
awareness of PNG within the [city] council, but more importantly it showed
the council how the relationship can be advantageous for the city’’. In
addition to ongoing cultural and sporting exchanges, this included oppor-
tunities for trade and tourism.
Geelong, on the other hand, did little to celebrate their adoption of the
Welsh team. A civic reception was held for the Welsh team the month before
the Games. The Welsh team was also introduced on the day that the Queen’s
Baton Relay came to Geelong, a Welsh song was sung, and team members
were made available to sign autographs. ‘‘Celtic Day’’ was declared for the
second day of the Games, which was intended to recognise the adopted
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team, but was confounded insomuch as it was also a celebration of St
Patrick’s Day.
There were opportunities to develop cultural exchange, as when a Welsh
coach presented a Geelong city councillor with a two-volume history of
Welsh athletics signed by each of the 21 Games athletes and Welsh world
record hurdler, Colin Jackson. However, no opportunity was used to create
cultural exchange. School programmes, community workshops, and festivals
like those found in Port Phillip were never planned. Nor was there any effort
to create a long-term relationship. Consequently, there was no apparent
long-term outcome. As one city official put it:
The [Welsh] athletics team chose to train here as a result of the Adopt-a-Second-Team
programme. Hopefully, there is a flow-on from that in terms of promoting Geelong as a
training venue or holding camp before a major event. . . . There might be some long-term
benefits, but I don’t see anything specific at this time.
The stark contrast between Port Phillip’s multifaceted approach to
leveraging the relationship with their adopted team and Geelong’s relatively
basic ceremonies for their adopted team reflects each city’s different vision.
Port Phillip’s vision for the Games positioned the adopted team as a tool for
engaging with their community, whereas Geelong’s vision positioned their
adopted team as a novelty to be viewed during the event, but not as an
opportunity to create a legacy. Geelong’s simple approach did not require
community resources to be mobilised beyond inclusion in basic ceremonies.
Port Phillip’s layered strategy required substantial coordination of govern-
ment departments and community organisations.
Coordination for leverage. In order to create legacy from having Papua
New Guinea as their adopted team, it was necessary to bring together
different organisations across different sectors of the community. The city
official who devised the vision for the ‘‘Partnerships with PNG’’ programme
recognised early in the planning phase that different sectors of the
community were important to target in order for implementation to be
consistent with the vision. He described it this way:
I worked out the order of priority for my sectors by March 2005. Schools and the PNG
community were my first priorities. The local traders [businesses] were also important.
Other sectors were important too*the recreation sector [particularly sport clubs], our
own organisation [the city council], and local residents.
There were two possible ways for this to be undertaken: either the
coordinator could have served as the central coordinator for all organisa-
tions, or he could seek to create networks that would work together to
achieve the programme’s objectives. Although his role remained central, he
chose to create networks wherever possible. For example, recreation
organisations were brought together and also linked to other community
organisations, as the coordinator described:
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We called this ‘‘the Bowls Connector’’. We focused on bowls clubs. These integrated a
number of things. . . . This created something for bowls, but also connected PNG and the
recreation sector. . . . We have since [post-Commonwealth Games] held a number of non-
bowls PNG events at bowls club venues.
In addition to coordination among organisations, there was also a need to
coordinate within organisations. For example, in order to create cultural
lessons, classes and resources within schools had to be coordinated. The
Papuan who was hired by the city explained:
City of Port Phillip special schools made me cry [with pleasure]. I told them about art and
masks and things with their teachers. They had opening and closing ceremonies for the
Games. Teachers working together organised it all, and I worked with them in designing
all the stuff.
In contrast, there was no comparable effort in Geelong to bring
community organisations together or to coordinate activities within
organisations in order to capitalise on adoption of the Welsh team. In
fact, the failure to coordinate was deemed to be a feature, as noted in
interview with the marketer responsible for the Adopt-a-Second-Team
programme in Geelong: ‘‘I didn’t expect it to be as easy as it was once the
Games started. After the first couple of days, it got easier. Roles and
responsibilities were clear and worked out’’.
This is a far cry from the extensive and intensive coordination that was
described during interviews in Port Phillip. In consequence, there was a great
deal more organisational learning in Port Phillip than in Geelong.
Organisational learning. In the process of working together to leverage the
relationship with Papua New Guinea, organisations in Port Phillip learned
about themselves and each other. For example, the city council learned more
about local businesses and about how to work with them. When describing
this outcome of leveraging the Papua New Guinea relationship, the
coordinator said:
Relationship mapping is important. Different people don’t talk to each other. We [the city
council] weren’t aware of it, but it’s simple. I was given the ability to dabble in other
people’s markets*the Fitzroy Street Traders [a local business association], for example.
We had no database of them; we had to develop all the contact details ourselves. We are
here to help build our communities. . . . I learned so much about my own place [Port
Phillip]. I also learned about me [as a communicator].
One of the manifest features of coordinating the community’s effort to
leverage was that failures became particularly valuable bases for organisa-
tional learning. For example, the city council’s ineffective relationship with
local schools became salient necessitating the creation of new networks and
channels for communication. The coordinator was eloquent when describing
this effect:
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The relationship between schools and the City of Port Phillip was poor. . . . I didn’t know
this was a problem until I had to go do something at schools. . . . So many things could be
done. We had to identify where the energy was, and where the least blocks were. If a block
was too difficult to overcome, we would just forget it, and move on. . . . The problem was
that we [the city council] didn’t know the schools well enough or the culture of the
schools. . . . The event [the Papua New Guinea leveraging] was a vehicle to tap into this
relationship and expose its flaws. [As a result] the outcome from the schools is good
[because] the legacy is much improved internal processes [within the city council] for
dealing and coordinating with schools. [A key innovation is that] we now have a schools
group to coordinate programmes.
Since Geelong made no comparable effort to coordinate community
organisations in order to leverage its relationship with the Welsh team, there
was no comparable learning outcome. The only learning outcome identified
during the interview was: ‘‘We got to know the Geelong Welsh Ladies Choir
very well. I didn’t know we had one here before this’’. In fact, the view in
Geelong was that there was nothing to learn. As the marketer responsible
put it, ‘‘In a normal event, we’d survey, but because it was a one-off event,
you don’t need to do that stuff’’.
Although Port Phillip’s leveraging generated organisational coordination
and consequent learning within the city, the coordination and learning did
not extend beyond the city itself. This was attributed to a lack of strategic
vision at state level that resulted in haphazard assignment of teams to cities.
Port Phillip’s coordinator for the Adopt-a-Second-Team effort explained it
this way:
Councils were told, ‘‘Here’s your team. Go do something’’. I was given a contact, but no
resources. . . . Country matching was poor. Due to the way in which countries were
assigned to local government areas, there was no possibility to form consortiums in the
geographical area [surrounding Port Phillip] because neighbouring adopted teams were
not located in adjacent [local government] areas.
Insights like this were a direct consequence of strategic planning and
evaluated programming by Port Phillip. The effort to leverage made them
sensitive not merely to ways to do things better, but also to opportunities
missed. In contrast, the lack of leveraging at Geelong made them insensitive
to lost opportunities. Rather, they felt that the mere fact that they had taken
part was itself sufficient. There was no sense of lost opportunity. As the
marketer said: ‘‘It was fantastic. . . . This city considered its involvement as a
success. . . . It helped the community engage and feel it was part of the
Commonwealth Games’’.
Discussion
The contrasting use of Adopt-a-Second-Team by Geelong and Port Phillip
extends strategic planning frameworks to the realms of mega-event leverage
and legacy. Hosting visiting teams is not a mere obligation; it can be a
strategic opportunity. Recognising the opportunity requires that hosting be
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envisioned as an investment in cultural development and the formation of
social capital. While it has become axiomatic in work on leadership
(Morden, 1997; Snyder & Graves, 1994), strategic management (Martensen
& Dahlgaard, 1999; Shirley, 1989), and leadership of strategic planning
(Gluck, 1981) that strategic vision is a prerequisite to successful strategy, the
pivotal role of strategic vision for identifying and capitalising on event-
related opportunities warrants further attention. This study demonstrates
that a sport event can offer more than just sport: it can provide opportunities
for communities to learn and to build relationships.
In order to capitalise on those opportunities, it is clearly necessary to
recruit and coordinate an appropriate array of public and private organisa-
tions. While the need for alliances and coordination has been demonstrated
for economic leverage of an event (Chalip & Leyns, 2002), this study
demonstrates that the same is true for social leverage. Creation and
coordination of the necessary alliances brings the added benefit that
participating organisations learn about themselves, their community, and
each other*an outcome of alliances that has been demonstrated in other
contexts (Brown & Ashman, 1996; Larsson, Bengtsson, Hendrikson, &
Sparks, 1998; Sagawa & Segal, 2000). This increase in organisational
knowledge enables the creation of added value, even beyond the project for
which the alliance was created (Anand & Khanna, 2000; Hardy, Phillips, &
Lawrence, 2003; Stuart, 2000).
However, events differ from other business and government projects
insomuch as they have a relatively short lifecycle. Events come to town, take
place over a few days, and are then gone. The opportunities they present do
not mandate permanent dedicated staff (cf. Hanlon & Jago, 2004). Rather,
the public and private managers assigned to tackle event-related opportu-
nities are either staff to whom the task is assigned as a special project, or
who are hired specifically for the duration of the event. The learning and the
relationships that are obtained reside with those individuals, not with the
organisation per se. When the individual is released or reassigned after
the event, the knowledge and the relationships that have been gained will
therefore be dissipated or lost (Brown & Woodland, 1999) unless mechan-
isms are put into place to consolidate the new knowledge (de Holan &
Phillips, 2004) and develop the new relationships (Cramton, 2001). This
suggests that planning for event legacy requires formulation of strategies to
identify and sustain the gains that event leverage has enabled. Future work
should examine the challenges and means for so doing.
The learning that events provide depends on what was done to leverage
and how the leveraging efforts have been evaluated. The Port Phillip City
Council was able to improve the working relationship between local
government and schools because they examined the causes of poor council
and school-based initiatives in order to implement Adopt-a-Second-Team.
Similarly, comparative evaluations, like the one reported here, can provide a
further means for government and business to learn for the future. In this
study, Geelong remained unaware of the opportunities they had missed
because it had not occurred to them that such opportunities might exist.
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If comparative evaluations were undertaken and shared, it would be possible
for organisations across different locales to learn for the future.
The locus of learning and strategic planning also warrant further study. In
this study, the fact that the state government allowed each city to formulate
and implement its own Adopt-a-Second-Team strategy enabled Port Phillip
to develop a tailored and highly elaborated set of activities. On the other
hand, it left Geelong with a strategic void. Vague policy mandates have the
advantage of political expediency, but that comes at the cost of inconsistent
or haphazard implementation (Mazmanian & Sabatier, 1983). Research on
policy implementation has focused particularly on the negative effects of
vague policy specification, but has failed to pay adequate attention to its
positive consequences (Centeno, 1993; deLeon, 1999), such as the capacity it
provides for local communities to tailor policy implementation. This may be
particularly important when the policy is in response to an opportunity that
is new but temporary, such as a mega-event. The challenge is to enable local
creativity in implementation, while promoting fully committed local
participation. A balance must be struck between obligating communities
and allowing them to develop their own strategies and tactics.
Two streams of implementation research seem particularly relevant to
exploration of this challenge. One stream treats policy as a collection of
intersecting ideas, rather than specific mandates (Be´land, 2005; Legro, 2000;
Sam, 2003). Another examines the range and utility of policy instruments
(e.g., inducements, mandates, capacity building, and system changing) for
pointing and shaping the direction of policy implementation (Elmore, 1987;
Howlett, 1991; Jordan, Wurzel, & Zito, 2005). If the policy challenge is to
encourage a strategically engaged but locally tailored response, as in the case
studied here, then policy design and implementation are appropriately
envisaged as ideas rather than mandates, and the associated policy
instruments should be designed as means for ideas to be transmitted.
It is useful to bear in mind that funding was not necessary in this case. Had
it been available, perhaps it could have been a facilitative inducement. Yet,
Port Phillip initiated a full programme of activities without state funding
because the city council could envision a return on their investment. On the
other hand, in the absence of any vision by Geelong business or government
for what could be attained through Adopt-a-Second-Team, it seems unlikely
that the city could have taken strategic advantage of the initiative even had
state funds been available for them to do so. Further, the presence of a state
government mandate that each city should participate was insufficient to
generate leverage or any vision for potential legacy. These facts, combined
with the apparent need to foster strategic vision and enhance organisational
linkages, suggest that capacity building and systems development are likely
to be the most effective policy instruments. Future work should explore their
effective design and combination.
One of the intriguing features of the two cases was that Papua New
Guinea was effectively used as an adopted team whereas Wales was not.
From the standpoints of cobranding (Gammoh, Voss, & Chakraborty, 2006;
Till & Busler, 2000) and Australian cultural history (Burnley, 2001; Moran,
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2005), the Welsh team arguably represented a resource that could have been
more readily leveraged than the team from Papua New Guinea due to its
closer social and economic match to the City of Geelong. If that is true, then
the differences observed in this case suggest that strategic capacity and
appropriate systems matter more than the particular opportunity provided.
This is not to suggest that any adopted national team would have been as
good as any other; rather, it is to note that a creative view of the opportunity
was essential, and resulting strategic planning was necessary, no matter what
team was adopted.
The different ways in which the two teams were used in their respective
cases are also instructive. Athletes and officials from Papua New Guinea
were incorporated into a celebration for which they were central, and they
played a vital role in the cultural education that Port Phillip initiated. On the
other hand, Welsh athletes and officials in Geelong were merely displayed;
they were extras in productions that had little to do with themselves or their
culture. There has been a small but steady stream of work exposing the
negative effects of athlete commodification (e.g., Denlinger & Shapiro,
1975; Hartmann, 2003; Ryan, 1995). Although the atmosphere of celebra-
tion in both cities may have mitigated the degree to which team personnel
felt that they were treated as commodities on display, there was nonetheless
a palpable difference between the disempowered display of the Welsh team
in Geelong and active engagement of the Papua New Guinea team in Port
Phillip. If hosting teams can be leveraged for legacy, then there is a risk that
hosted teams will become commodified in ways that are disempowering.
This suggests the need for work that examines the impact that leveraging
tactics have on the athletes and officials who are being hosted.
Much the same can be said for mega-events themselves. There has been a
great deal of critical commentary regarding the economic claims made for
events (Crompton, 1995; Horne & Manzenreiter, 2004; Mules, 1998), and
it has been argued that events do more to serve the interests of political and
social elites than to serve a more general public good (Miller, Lawrence,
McKay, & Rowe, 1999; Sack & Johnson, 1996; Whitson, 2004). If leverage
can be argued to increase the value of events and to improve the quality of
event-associated festival, then the negatives associated with events will be
further submerged, and residents who are disenfranchised will be all-the-
more unseen. Analyses that scrutinise and appraise the claims made for
events*whether operations, leverage, or legacy*are therefore vital tests of
their assumptions and values.
Nevertheless, it is heartening that an often overlooked aspect of event
hosting can render a legacy, and that a city government would choose to
leverage for social benefit. Whereas the lion’s share of research and policy
attention has so far been paid to event production and the economics of
events, there is clearly a need for greater attention to the social value of
events and the relationship between events and their host community and
region. The resulting work will enhance our ability to obtain value from
events, and will inform our understanding of the way that public strategies
are formulated and implemented.
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